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activities and to its relationship with the intelli 
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SPECTAL STUDY GHOUP ; 


' Washington, D.C. 


30 September 195), 

The Peesiaeyy 
the White House 
Dear Mr. President: 

In compliance with your verbal directive, confirmed by 
your letter of 26 July 195h (Appendix A), the undersigned 
have made a comprehensive study of the covert activities of 7 
the Central inteliLigence Agency. We have carefully 
examined its Sere ione ah this area. We have also given 
due consideration in our suudy to che: Meenas overt 
gence 
community as a whole, 

Our findings are embodied in the attached reporte For 


your convenience, conclusions and recommendations are 


Simmarized on pages]0 to 18. With these we are in wnaninovs 
agreement. 
ee 


tt epee ee a moe 
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we cannot sreak tco pe shiy of the assistance and 
‘cooperation that has been given to us by the Central. 
Intelligence Azency at all levels, and by the other 
paenetes of Government and Individuals contacted. 

We are particularly indebted to our Executive . 
Director, it. 5. Paul Johnston, and to Mro J. Patrick 
Coyne of the National security Council, both ef whom 
have worked with us throughout and whose agatstancd 


hes been invaluable. 


Respectfully yours, 


" 25xX1 
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25X1 


25X1 
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ON SIR 


GENGRAL INTELLIGENCE AGENCY 


Te ENrRopucT Toy 


The acquisition and proper evaluation of adequate 


and reliable intelligence on the capabilities and 


intentions of Soviet Russia is today's most important 


military and political requirement. Several agencies 
of Government and many thousands of capable and 
dedicated people ars engaged in the accomplishment of 
this task. Becawe the United States is relatively 
new at the game, and because we ave opposed by a police 
state enemy whose social discipline and whose security 
measvres have been built wp and maintained at a high 


ievel for many years, the usable information we are 


obteining is still far short of our needs. 
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As long as it remains national policy, another 


important requirement is an aggressive ‘covert psycho- 
togical, political and paranilitary organization more 
effective, more unique and, if nNocessary, more ruthleas 
then that employ ed by the cnemys No one showld. be 
permitted to stand in the vay of the pr rownt, efficient 
and secure accomplishment of thig mission. 

in the carrying out of this policy and jn order to 
reach minimal stendards far national safety under present 
world conditions, two things must be done. Virst, the 
agencies charged by law with the collection, evaluation 
and distribution of intelligence must be strengthened 
ana coordinated to the greatest practicable degree, ae 
This is a primary concern of the National Sceurity 
Council and must be accomplished at the national policy 
devel. Those elements of the problem that fall within 
the scope of our directive are dealt with in one report 
which follows. The second consideration is less tangible 
but equally inportant. It is now clear that we are 
facing an implacable enemy whose avowed objective 4s 
world domination by ge ever means and at whatever coste 
There are no sities in such a game. Hitherto acceptable 


norms of human conduct do not apply. If the United Stateg 


| 6: 


, 
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js to survive, long-standing American concepts of "fair 


play" must be roconsidered. We must develop effective 
espionage and counterespionage services and must learn 
to subvert, sabatege and destroy our cnemies by more clever, 
| more sophisticated and more effective methods than those 
used against us. Lb may become necessary that the American 
people bo made acquainted with, understand and support this 
euidanentally repugnant philesophy- ) 
| Beceuse of the tight security controls that have 
been established by the U.S.S5.R. and its satellites, 
the problen of infiltration by finn agents is extremely 
difficult. Host borders are made physically secure by 
elaborate systems of fencing, lights, mines, ates; 
backed up by constant surveillance. Once across 
borders -- by parachute, or by any other means =~ escape 
from detection is extremely difficult because of constant 
checks on personnel activities and personal docunentatione 
The information we have obtained by this method of 
acquisition has been negligible and the cost in effort, 


dollars and human lives prohibitive. 


* 
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This ‘Leads to the conviction that much 
more effort shovid be expended in exploring every 
possible scientific and technical avenue of approach 
to the intelligence problem. The study grows has 
been extensively briefed by C.I.A. personnel, and by 
the Armed Services in the methods and equipnent that 
age presently in use and under development in this 
nace We have also had the benesit of advice from 
certain civilian consultants sho aro Working on such 
special projects. We are impressed by what has been 
done, but feel that there is an immense potential yet 
to be explored. We believe that every lmown technique 
should be intensively ‘applied and new ones should be 


developed to increase our intelligence acguisition by 
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Tt. CONCLUSTONS AND REC OMMENDATI TIONS 


ae ee era mar ane SO 


With respect to tha Central ‘Intelligence Agency in 
peneral we ccnclude: (a) that its placement in the over= 
al orga jgabion of the Goverment Js propers - (bh) that the 
hans under which it operates are adequate; (c) that the 
established provisions for its financ jal support are suf~ 
ficiently flexible to meet its current operational, needs 5 
(a) that in spite of the Limitations impos sed by its relatively 
ghort life and rapid expansion it is doing a eveditable jobs 
(a) that it is gradvally improving its cape abilities, and : 
(x) that it da exercising care to insure the loyalty of Jus 
pemonnel: . 

{There are, however, important sues in vhich the C.I.A. 
covert organisation, administration and operations can and : 
shovld be improved. The Agency is sware of those deficiencies 
end in many cases steps are being talren toward their solutione 

While we believe ovr study to have been as comprehensive 
as possible in the time availeble to us, we realize that it 
is not complete. We are well aware of the trenendovs problems 
facing the Director and staff of an-organizabion such as CeT.A. 


end eppreciate the sincere efforts being made to solve theme 
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In an attempt to be constructive and in the hopa that we may 


be helpiiwl, we make the following recommendations 


Ao With Respect ‘to Personnel 


et ie meee pe ewe RA eh I a 


That tha Agency personnel competence Level be raisede 
She Agency showld cormbinually strive te achieve tris and. af 
necessery reduce its present Wowk toad te expedite its 


yealization.  Nocessary steps ares 
it. Fdimination of personnel who can never achieve 


a sufficiently high degree of conpetence to meet the 


C.I.A. standard. This will cntselLl a substential reduce 


tion in present personel, There ig no plece in CcLTcAc 


for mediccerity. 
2@.° Review and improvement of eoerannen - plang 

and procedures in order to obtain, higher Guniity &ppddes 

cants Yor Agency jobs. The time required tea process 

them should be reduced. a Sg 
3. Continual improvement of the present excellent 


training facilities and capabilities in all. covert 


activitios to keep step with future requirenents. 


lk. An intensified training program to include 


~ 


those key personnel in the covert services wha require 
additional training, by rotation through C.J.A. train- 
ing facilities. At present at least 1O percent of 


total covert personnel shovld be in training. 


Pan F ~ 29 
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~S. Assignment to field stations and to country 
arcas of only those people who are fully qualified to 


handle the highly specislized problems involved. 


6. Maintaining the position of Director above 


political considerations in order to assure tenure 


and continuity as in the F.B.T. 


B. With Respect to Security 
That greater security be developed at all. levels of the 
Agency to the end that the good name of the United States 


end the fulfilment of C.I.4.'s important mission may not be 


jeopardized. The following steps should be taken to 
. accomplish these objectives: 
i. Elimination, to the maximwa extent practicable, 


of provisional and prelininary clearances in the 


n 


ecurity 


processing of prospective Agency personnel. 
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procedures at headquarters end, suitable safeguards in 
the ficld the better to insure the sccurity of the Agency's 


‘feoilities, operations, sources and methods. 


Se 

Ge 

7 Creation of greatcr security conselengdness on 
the part of aJl personnel by improvilig initial indoctrina~ 
tion courses and by conducting regular "security 
awareness" programs. 

8 Imposition of severe penalties upon employees 
at any and all levels who advertently or inadvertently 
violate security. 

9... Establishment of a uniform syztem for the 
submission by all overseas missions of regular reports 
on the status of personnel, physical, documentary and 

i 
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related clenents of security. Such reports should be 


subi hed to the Office of Security with copies ta the 
Inspector General and to the appropriate division of 
the Deputy Director of Plans. 

10, Periodic security inspections by the Security 
Office of seekeeas missions and of DD/Pts divisions § 
gtaffy and facilities in the United States. 

“21. Rigid adherence to the tneed=toeknow" require- 
ment ag the basis for disseminavion of clessified intel- 
Ligence developed by ‘the covert services and for intra= 
Agency dissemination of classified data. 
| 12. Continuors indoctrination and guidance to 
correct the natural tendency to overclassify documents 
originating in the Agenoys 


13. 


Ly. 


14 
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15. 


16. Formvlation fox immediate implementation of 
emergency plang aud preparetions, gezred to the speciaie 
needs of each avergyeas wission end station, to insures 
as ‘fare ag possible, Sasaiee ealcguerding of personnel, 
and safeguarding or desbeucbhion of material, Jn. the event 

: ae: ¢ 
of emorgeucye © 

17... Coricentration of Colehe te headauarters operatiang 
an fever buildings with increased expbasia 02, the interin 
on inproveaent of the physical security of O-Te4e's many 
bulidings and the classificd data and uaterials contained, 


therein. 


C. With Respect to Coordination and Ooerations 


eee. — 


That one ageney be charged with the coordiration of all 
covert operations in peacetine, subject to the provision that 
necessary flexibility be achievable in tine of war. The 
covert operating capabilities of C.t.A. must be continually 
Improved. Steps toward these ends are: 

ke Implomentatian of NSC 5l12 which now makes 


CeI-A. the coordinating agency pending a national emergency. 
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3. Innediate resolution, by tho National Security 
Council, of the misunderstandings that still exist 
between C.I.A. and some of the hed Services swith 

accent to "agreed activities." 


8-52, ea Ihe 


5 <A greater imberchange of in hovmauten, at all 
- working levels, between C.ot.A. and the military services 
regarding thelr intelligence programs and policies. 
‘Oe 
‘ T° Fstablishment of definite world-wide objectives 
for the future, and formelation of a comprehensive leng- 
range pian for their achievement. 


be 


9. : , i 
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D. With Respect to Orgenisncion and Administration 
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That an intensive orgunizatiional study be made to the end 
of streamlining functions s» Clarifying dines ef responsibility 
and authority's voducing overhesd and smnereasing efficiency . 
-and effectlveness o From ouxr relatively brief examination | 
of organigation it is obvious thats 
| io The present elaborate staff structure of the 
Heouee ni eeoten for Plans should be : simpliNeds : 

Zo the covert organization should be sa located, 
organized and administered as to maintain max iawn 
security with reference to personnel an and activitics. 

3. The Inspector Cencral should operate on an 
‘Reenepewiae basis with authority and responsibility 
7 to investigate and report on all achivities of the 

Agency. 
he -The activities of the Operatians Coordination 
Board under the N.S.C. should be Uioadcned te provide 


the D.C.I. with adequate support on the more important 


covert projects. 
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personnel and budgetary economies that the CeLehe must 
continue to grow in capaclty until it is able to meets 
entirely, its national commitments. 

6. Centralized accormodations, hand-tallored to 


its needs, should be provided to house the Agency. 


E. With Ik Resnect to Cost Factors 


That altnough the activitles of ColeAe shovld be expanded, 


costs of pres sent operations chevld be Peau Ceds This can be 


in part, accomplished through: 


1. The exercise of better control. over expendi- 
tures fox all covert projects, and specificelly that 
fexcept for those of an extremely sensitive nature) 
they be made subject to review and approval by the 
Agency's Project Review Commitvce. 

2, Furnishing the Comptroller (under proper 
security provisions) with sufficient information. on 
all covert projects to enable hin to muneine proper 


accounting control on a fiscal year basis. 
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III. Miscusst0 


" - Intyoduetion ~ History and Growth of GeTeAs 


The Central. Intelligence Agency Js en organisation 


-of mixed origins ond recent growthe 


The overt aide of OoleAes well. described by the Agency's 


tite, took over in 191? from the former Central Intelligences 


Growp, It receives the intelligence collected by all. | 


government agencies, processes ib, disseminates and files it. 


This phase of the work is well a a “ed under the Deputy 
Director of Intelligence and serves the whole intelligences 


comunity. Since LO? i hes grown to its presen size of 


approxinately 


The covert side of C.1.A. started with 0.5.0. (Office 
of Special Operations) which was a remant of the former 0.5.5. 
Next come 0.P.C. (Office of Policy Coordination) which was the 
"Cold War Shop," an offshoot of the State’ Department. The 
two operated under C.I.A. in virtual independence of each 


other until they undervent a shot-gun marriage in 1952, and 


‘wexo pub under a Deputy Director for Plans. This covert sida 


now nuxbers BEpreeatey on the regular table of 
organiz ation, aud approximately engaged in 
special projects, or about in abl. 
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Pree Bortane an Fran tet ake Teence and Plens are about 


‘more persons, of whom about are grouped 
under a Deputy Director for Neatetsieenions and about 

-are under Directors or Assistant Directers reporting 
dircetly to the Director of Central, Intelligence heuself. 


Os ih the case of 


t-. Sayan ae oe s a, a) : = 
The worl of taco die dargely in support of covert 


operations, as the requircuents of the overt Lotedlipence 


aide are relatively sinpiler, whether for training ox for 


SUPPITbe 


‘Additions. personnel. on special projects bring the 


current total to approximately In 19)? the 
tavel, was ess than _ This represents a 


increase in seven years. 


(Notes Throvgheut this report we have considered és ‘overtl 
all activities that are not "overt," Specifically, we have | 


included under "covert" the operations assigned to the 
Agency by NSC 512 as well. as its clandestine espionage and 
counterespionave operations.) 
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The most important elements in tho successful conduct 
of covert intelligence Goeaiions are the people who rua 
them, «~ from top management down to the agent under deepest 
COVER» First congideration, therefore, must be given to 
the recruitxent, selection, training and evaluation of the 
most highly competent peaple available. They must then be 
assigned to jobs where they can be used most effectively and 
be given ubaterer support they requive ta enable then to 
carry out their miSSLONS e 


in the past this Agency hag not been entirely auccessfu 


dn achieving this result. In its short history it has 


Af dt. 


suffered, from lack of continuity in policy direstion and. 
managenent. ‘AS Lvs iaception it suffered from an inheritance 
of yixed and sometimes mutually antagonistic elements from 
0.8.5. end other predecessor agenciese Then, at a stage 


when stil groping toward a stabilized peacetime program, it 


‘was suddenly called upon to meet the reguirerents of the 


. 


Korean Ware 
Under this pressure it "ballooned" out into « vast and 
sprawling organization manned by a large number of people 


some of whom wore of doubtful competence, Of necessity, 


sensitive positions were sometimes filled with people having 
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, , Fortunately, the Agency did possess an invaluabla asset 

in the form of a hard core of capable and devoted men as a 
part of its World War JT inheritence, and did succeed in 
attracting to this cadre an appreciable nuuber cf cupable 
yesple. In somes areas they have done, cud are doing, an 
oxeellent job, bul 1% appesrs from a personnel, standpodns » that 
Gute tends to accept more conmltments than aro varrented . 
by hts human assets. This Leeds ug ‘to the belict that an 
dymediate re-evaluation of all programs should be cinsicers vaken 
by the Project Review Comma-tice to eliminate those of Lesser 
importance and to cut back the activity rates of aiL bub the 
most ess cent vial, to bxing the overeall prozgrem ints a mar 
realistic coincidence with current Agency capabilities. 
When ‘improved recruitnent, adequate training and over-all. 
experLlence Level justify, Agency activity nay agaio. he - . 
accelerated. 

We have made a etudy of the educational and experience 
background of the 3), key people in the Agency's chain of , 
command. From this the followine composite figures emerges 
all are natural born U.S. citizens; they range iii ane from 


38 to 66 yrse, averaging i7?-% yrs; 32 are married; 17 have 


1 ox more dependent children; 21 are wholly dependent on 


PAE. reese nisripasesinieshiceer ed IEMA OS RE 


goveriment salary; ali but 2 area college graduates; 13 have 
approved Fir Reltase 2002/08/21 vGlA-RDRseBoo26eRocere0bsodoret: 
experience; all but 6 have ‘served in the U.S. Armed Forces; 
15 have had intelligence experienca (0.S.S., Armed Forces, 
etee) prior to 197: and 1O have had specialized C.I.A. 
training. Of this group 32 have had 3 years or more service 
with C.T.A., 20 heve had S years or more, and 15 have been 


with the Agency for the full. 7 years since it was established 


Ths Offices of Personnel. supplied an excellent statistical 
study covering ‘staff employees and agents on the rester 
-as of 30 duns 195), from which the following data were taken: 
males make up 58 pereent of total, females, 2 percent; average 
age Is 3.2 years and ivostnicas are in the 25-39 year age 
bracket. is for education, approximately 68 percent of the 
total are high school graduates, some 7 percent have B.A. 

(or equivalent) degrees, and about 2). percent have done Suet 
graduate work or possess advanced degrees. Forty-five percent 
havo served 3 years or more with the C.I.A. looking at prior 
intelligence experience, which includes service with the Armed 
Forces or with the Agency's predecessor organizations and 
realizing that all Agency personnel do not soquite such training, 
(lL percent had none, but 2? parcent have had 1 year or more and 12 


percent 2 or more years. Of the Agency totel, 73 percent have had 
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ig Or experience, and nearly 
half have had some prior foreigi areca knowledze. Slightly 
over 50 percent are Armed Service veterang . 

From the above we feel. that the present personnel: 
petential of the Agency is re asonahly good. There is cone 
whueing evidence 9 however, that "dead wood" extate at 
virtually all Levels. Wo have beard exltlea reniurle to 
the effect thet there are teo many exer! litary peaple. 

We have been advised that sone people coming back ta leade 
‘Quarters from overseas assigracwts are sometines not assioned 
to new Jobs fou long perlods. Uncertainties in policy, 
Srequent internal reorpaniza' tLons s together with competition 
from industry frequently cause see people to seek enp] osaent 
outside. As in other govermuentel, agencies, there ts 2 
tendency through ‘inertia or because of a desire for financial. 


security, for the mediocre to stay. Js a result, despite 


the continual and necessary acquisition of additional good 


people, the competence ‘Level of the Agency is not risinz as 
rapidly as is desirable. Prompt and drastic action to 
incxease the rate of Luprovement is indicated. de aks of 
the opinion that a planned reduction of at Least 10 percent 


in present persoriel can and shoulda be achieved without 


reducing the amount and quality of fgency output. 
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We have been briefed on the Career Service Plan 


means of which the Agency hopes to increas 2 personnel. 
stability. Whether the plan will achieve this result is 
ag yet unknown, but 3% will not in itself solve the Agency's 
personnel problems. Nevertheless we believe that a sound 
Care ser Seiviee Flan is desirable and should be implemented 
as promptly as possible. 

The CeleA. Lag a reervitment program operating in 
colleges and universities throughout the United States. 


This program has not been entirely successful, in producing 


wor 


either the quantity or the quality of spplicants needed. 
for Agency requirements. 

In part, this is due tothe general shortage of 
technically teadned people vi ineanvis heavy current demands 
by industry in practically all fields. On the other hand 
we have heard criticism from aise: sources that the 
C.3.A. approach, both to the school and to the individual, 
is not what it enound be, and furthermore, that many 
potentially good people are lost because of the very 
great Length of tino that now clapses between initial 


contact and entry into the job. 
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The ¥.B.2. takes only 30 days maxiiun for clogring its own 
personnel, Althoush we appreclate fully the special probleng 
involwed in C.I.4., we belicve it is both practical and - 
easentioal to reduce the present 90 day ‘period ad iuch ag 
possible. 

Wary applicsnts fird the uecensary clearance proceduxos 
unpalatable end amneying. Save are ropelled by nisunder= 


or 


stending of tha purpose of polsreraphic oxamination and the 
ee employed » Sous (particularly in scientific fields 
whore future professional reputation may depend wpon publi.cse 
tion of papers, ete.) sre unwilling to accept the implications 
of a lif fetine or anonymity, ov of Life under a paenaonon: 


i) f t 


We do not sugeost that these requiretents, be abamionsd. or 
rolaxed im any degree. We axe certain that they ae neces- 
sary for maximua security and success of covert opera tious. 
But sone better moans of approach should be developed to 
assure tho prospective employees that ho is necessary, and 
to parsuade him that in this &sency he can find a desirable 
career and at the rame time perform t vital service to his 
country. 

We have been: {epresned by the oxcellence of the Agency's 
training facilltios and the competence of its instructor 


persomol. Our coment is that insufficient use ‘fs ma de of 
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centers which we 
inspected are being operated far under capacity levels. 
This, of course, is a reflection of the slacking off in 
recruiting programs, bub it suggests also tha adequate 
the facilities is not now being made to improve the 
over-el quality of Agency covert activities ae new traine 
ing or refresher training of personnel already in the Agency. 
We ave aware that the present tendency of the Agency to 
take on more work than ib can handle satisfactorily has 
linited optimum use of the training facilities, but it cannot 
be repeated too frequently that in C.TeA. covert operations 
quality is more important han quantity. & small number of 
competent people ina sensitive agency can be more useful than 
a Jarge mutber of incompetents. In the long run st will pay 
to stop some of the less essential operations now to Ro 
P 10-15 percent of Agency covert personnel to go into training. 
As ‘the backlog of inadequately trained personnel is reduced 
and the competence evel of Agency personnel increased, this 


percentage may be Jowered. 
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Be. he Scourity Factors 


Nothing is more important in the planning and execution 
of GeleA.ts covert activities than continuing yecognition at 
all. Levels throughows the Agency of the importance of seeurity 
jn all of its aspects. Although many sound and daportant 


security steps have wlready been pub into offecth by the Agency 


in view of the outs handing cuanortance of Coffe ls migsi.cn Lo 


N 


a 


the natiounl security, constant exfove iust bo mede ta amprove 7 
security whenever possible. 

We lave been thoroughly briefed by the Seeurkty 0 $Si.ee 
of the Deputy Director of Adminiatration | (mD/4) and year appr - 
priate offices of the Deputy Director of Plans (DD/P) oo. . Soe as 
persomnel.s physical, documentirys operational and cover SeCCUrL ye - 
We have exandmed the Aeeney's methods of sereening out undesixe . os 
able applicants or oe ent employees by interregation, field 
investigation and polygraph techniques. We bave alee axbranea 
DP/Pts methods of processing alien operational. personnel prior 
to their use by the covert services OVErsease 

We believe that C.1.4.'s security clearance rites for 
prospective Agency personnel are sound. Without exceptions 
they should be fully adhered to in practice. The granting 


of provisional or other interha clearances should be miniaizede 
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‘There is considerable room for improvement in existing 
ao 


security processing procedures for alien operational personnel. 
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A uniform requisxenent should be established 


for the submission by all overseas missions of regular 


, " Approved For Release 2002/08/21 : CIA-RDP&6B00269R000100080001-1 
J : & < A 


Approved For Release 2002/08/21 : CIA-RDP86B00269R000100 g9001- 1 
reports on the statua of personnel, physical, document 


and rela ted clerents of security. Such reports should be 
gubuitted to the Office of Security with copies to the 
Inspector General and the appropriate division of nv/P. 
We recommend that periodic security imspections should 
be Mace by the Office of Secuxity of all overseas missions 
and of DIVP's headquarters and other facilities in the 
United States. Tighter sceurlty procedures at headquarters 
and ps wbiowlarly in the field will better insure the security 
‘ of the Agency'ta facilities, operations, sources and methods. 
Implementation of these recommendations should aid in vais= 
ing tho level of security throughout the entire Agency; 
particularly throughout tha covert services. 
If such a system of reporting and inspecting ‘a adopted 
the Director ean, for the first time, look to one office 
for tha security of the entire hiseners He will then have 
a more precise and timely picture of security-related 
developments throughout the Agencye _ 4 : ‘ 
We cannot emphasize too strongly the importance of 
the continuation and intensification of C.TeAs ts counter 
intelligence efforts to prevent, or detect atid elininate 
penetrations: of C.I.A. Je endorse fully the present counter- 


intelligence practices of the Agency which include 
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autonatic security checks and file reviews’ of personuel, 
being considered for transfer in the field oy reassignment ot 
ea seas gsecurhty checks of personnel, nominated for 
special types of clearance, ctc. We dao not thlaike that. 
pericdic reeinvesiigation of sl. personnel ds now NECESEBLY s 
but we believe thet comrchensive rechooks of pe sonnel, 
_showld be made en a sclective basis whenever sows) counters 


intelligence practices dictate. Questionable ceses shoule 


be intensively investigated and expeditiously resolved. 
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"Security consciovsness" is an obvious "must" for all 


C.I.A. personnel, Constant efforts should be made to 
Anprove the Agency's security indoctrination courses. 
Regular "security awareness" programa shovld be inaugurated 


in order that all personnel, may be reminded of the continu- 


ting necd for "seeurity consciousness" iin the conduct of 


their day-to-day affaira. 
Most breaches of security committed by C.I.A. personnel 
appear to be Jnadvertbent rather than intentional. The net 


effect of such breaches on the national security is the sane 


regardless of intent. Without exception, an inflexible 


attitude must be adapted with respect to security breaches 
and severe penaltics meted out to emploayces at all levels 
who advertently or inadvertently violate security. 

Too easy access to much of C.J.A.'s classified data is 
@ potential source of trouble. Except for the tight restric~ 
tions drawn around superesensitive raterial, large segments 
of C.J.A.'s files are open to inspection and use by Agency 
personnel without qualification as to "necd-to-knou."! 
Improvenent is needed in carrying owt the ineeastoeinout 


yule as a basis. for intra-Agency, as well as intverdepartnental, 


distribution of C.I.A.'s classified data. This situation 
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_ dis aggravated considerably by the fact that there are too 


many duplicate vecords. The security of C.IeA.'s data is 
further jeopardized by a ee to over-classify documen< 
tary data. originating in the Agency, a conds-tdon which - 
operates 3n dervgation of the seeurity classification systen. 


as & whole. 


whe potential securaty Kisks 
iherene in suck widexspread dispersal make it essential that 
the Agency combinue its efforts to consolidate the headquarters 
facilities inte fever, more adequate puildings. 

‘fhe physical security measures ‘in effect at CoTche installas 
tions which were Visited iu the general vicinity of Washi abou, 
are excellent. — The physical security of overseas installations 

visited by represcntatives of our study group appeared to vary 
with local circunstances and conditions. The Limited nwaber 
of inspections made was not sufficient to allow of definitive 
conclusions as to tho general security of all overseas inigsionse 
There seneatn to be, however, no basics isindstun.physicall 
security requirenents governing these missions or stations, 
except for tho safeauarding of classified docunents. We 


believe that acceptable minimum standards should be promulgated 
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Office personnel should be made to enforce them. 

Detailed plans and preparations should be made for 
imnediate implementation of wareemergency measures by all 
overseas missions and stations, teilered to the local con~ 
ditions. They should previde for maximum safeguarding of 

Agency personnel. ond operations, and for adequate safeguarding 
or ‘destruction of classified data and materiel in the custody 
of the installations in question. . 

Secure cover is an inherent part of all clandestine 
ope abdons « The security of some of the Agency's cover 
devices is excellent, ‘security of others is inadequate. 

Cover accurity is ea problen that requires continuous and 
exhaustive study. ‘Detailed standards and procedures ,- 
policies and regulations, should be issued for the guidance 
of the personnel concerned. There is need for more adequate 
briefing of personnel departing for overseas assignments 
concerning the cover of their missions and their personal 
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c.  CRBEONTS Efn and Boeracaons | , 


The success of the covert operations of C.I.A. depends 
wpon how efficiently they are conducted and haw well they 
are coordinated with other agencies of the Goverment. 

These criteria prevail both in peace and in war, but both 
coordination and cperations are necessarily sowewhat differ- 

. ent during each of these weitisdys: Peace in apy ordinarily 
accepted senso of the word, appears to be impossible of 
achievement in the foreseeable Faburee The save operations 

Mo es of the Agency must therefore be planned and coordinated. in 

a order to meet the requirements of a continuing cold. wax 
situation as well as the requirements of possible ho 
CeIeAe has this obligation under NSCD SWi2 (March 15, L95l) « 

Looking toward the possible outbreak of actual hostilities 

in any theater of operations, a detailed plan should be 
developed now delineating the wartine headquarters responsi~ 
bilities of C.I.A. to insure that appropriate policy guidance, 
integrated with NeSeGe and J.C.S. plens, be furnished to C.I.A. 
representatives in the field. Im an emergency situation time 
obviously will not permit referral of all. critical covert 


operational questions to Washington. 
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well-considered, well-lmplemented and pre-tested plang be 
prepared in advence , 
and to deal with any other lucal. covert operational 
probl.ang. 
Tn the case of caplonage and counterespionege operations 
there is Qis: tgreencnt betyvean Gels. and some of the military 
services which has yet to be resolved. This relates to the 


area of "agreed activities" (KSCLD 5, August 28, 1951) 2s to 


which a dispute has Gyasesa on for yearse Sone of the 


services feel that certain foreign espionage and counver- 


espionage operations must be ren directly by theu. The 
Directox of Coutyal Intelligence has been desiroug of scouring 
the voluntary agreenent of the Armed Services, and has srbe 
mitt ed various proposals to them as to the delinitation of 
these areas of "agreed activities." To date the attempts 

to resolve the differences have been unavailing. We believe 
that the prime responsibility for the failure docs not lie 
With CeIeA., but with these services. in fact, we believe 
that the Director of Central Intelligence, in his Seeeme toa 
reach an amicable solution, has gone further than was tneaneed 


by the 1.S.C. directives. Since agreement has not been 


reached on a sel untary hasis, the — should be resolved 
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addition to recognising the right of the Asned Services tea 
porform counterintelligence activities for the security 

of thoir own installations and persormel, the Armed Services 
should te ellaved to engage in eepionage and countcrcaplionsge 


operations (prowidsd they arc coordinated by the Dirgetor of 


Contreal Intelligeues) until euch tine as 0.1.4. has the capability 


to porforu all ospionage and counteresplonnge operations oute- 
‘Bide the Uni ted Sis. 

In onder to avoid undua de‘lay in the peaclinian ee 
probvlons in the future, the Director of Central tnteLligense 
(as coordinator of all foreign iutelligenss) sheulé report 
regularly to the W.5.C. on the atatus of offorts te implenent 
N.S.C,. directives, with particular emphasis on major 


unresclved questions. 
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The misunderstandings which oxist between C.I.A. and 


the Armed Services stem largely from Anawrficient exchause 
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of information and coordination with respect to esplaneges, 


counterespionage, and covert operations + we have been 
advised, for exanple, that in certain instances CeT.A. 
operators appear to have been too secretive with respect 

to information which is of direct interest to the military 
services and vica versa. We have been told of incidents 
yhera impoxtant covert operations have been "blown" because 


. 


CéI.Ae and militery intelligence units were operating against 


each other, without knowledge of cach other's interest or 


activity. 25X1 


A lack 


of knowledve of plans, facilities, and operations seems to 


exist in some areas between the Pentagon and C.I.A. 


Compartimentation can be carried too far. Improvement in 


collaboration at the working levels is particularly essential. 
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Relations with C.I.Ace4s other principal. customer, the 


Department of State, also are not onbirely satisfactory. 
In Washington, coordination seems to be reasonably good 


with well-established liaison channels 
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D. Organization and Adainistration 


In the course of investigating the covert operations of 
the Agency, we were briefed on the organization of the 
individual. companents of the Dp/P complex. We also had 


the benefit of the thinkins of a number of key Agency people 


‘with respect to the DD/P organization as a whole. As a : 


result certain peat observations with respect to DD/P 
organization have energed which are ee to the problem 
of the efficioncy and eee of its operations. 

coon the remarks that have been made on the subject of 


Agency history and personnel problems, it is clear that the 


‘organization is still im an evolutionary stage. It has 


suffered from a mixed inheritance, a lack of policy continuity, 


tens 


tremendous pressures to accevt commitments beyond its capacity 
to perform, and a mushroom expansion. As a result there hes 
been an sbsence of longerange planning with cons cquent 3 
organizational difficulties. We are strongly of the opinion 
that further streamlining of organization, clarification of 
functions, and straightening of lines of authority will result 
in more and better work with fewer pcople at lawer costs. 

The covert activitics of C.I.A. fall uncer the direction 
of the Deputy Director for Plans (DD/P). They are presently 


conducted by a complicated organization of a mixed straight-line 
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and functional type in which staff has been superimposed on : 


staff to such an extent that duplication of effart, conflicte 
ing command authority, and division of responsibility have 


inevitebly resulted in dilution of the total effort. 


We are strongly of the opinion, based VON our Linkved 

review of the DD/P element, that consideration of a complete 

' reorganization cf the clement is necded. As an indication 
of the type organization that might be more effective and 
less costly, we have included in this report for considera- 
tion purposes only, a revised organization chart as Appendix 
D <A chart of the present DD/P orgentzation ia also included, 
for purposes of comparisolty as Appendix C. The pefsonnel 


contemplated under the revised DD/P organization would number 
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less than are presently employed by this 
clement. 

Tn considering any reorganization, we cannot emphasize 
too strongly our feelings with respect to the need for greater 
security in an. pD/P operations. ke the covert side of Colehes 
4% should operate with a macuu of anonymity.  Krewledge of 
ita physical Jocation, operation and the identity of its 
personnel should bo kept on an absolutely need~to~know basis. 

Wo feel thab continuovs inspection and closer control 
(both fiscal end o] operations. 1) over covert ae are 
necessarye We realize that certain security risks are 
4nvolyved but we believe they can be handled properly. 

Tho subject of fiscal control, and the relationship of 
the Comptroller to the organiustion are seeussee under 
Section E followings . 

The concept of an Inspector General for the Agency is 
gound. He shovld report only to the Director. He should 
be given the greatest possible latitude and authority to 
inspect all aspects of the Asency ab any Ties: including the 
Director's own office and the DD/P complex.” We believe that 
any Jimitations that have been pla ced on this function in the 


past ‘should be completely removed. 
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Because of the rapid expansion of the Agency, its 


gperctiene Are conducted in some | foutraings in the Washington - 25X14 
areaze Some of these buildings are of tonporary varbine. 

constuction end constitute a five hazar ° Tle Lorced dex 

centralization of operations results Jn great loss of tine 
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of personnel, whose duties require thea Lrequey iy to Visit 
various buildings of the Agency: i: ducresses seovrity problems: end 
Wt results in a great reduction in over-all efficlency. We 
recommend that sympathetic consideration be given to the Agenuy's 
effort to obtain funds with which to provide centralized accomme= 
dations for ity activities, and we suggest that these accommoe 
dations would best serve the pocuiinr requirements ox the 
Agency if hey vere hand-tailored to its needs. We ara of 
the opinion that ina relatively short time tbe expendituce 
required would be self-liquidating. 
‘ Although ‘in the present organizations] plan of the 
Goverment C.I.A. scema to be well interzrated into the Intele 
ligence Community at the National Security Council level, 
events have occurred recently ; 
which indicate that gaps exist in high level planning and, 
coordination of impertant covert operations which may expose 


the U. S. Governnent to unnecessary risks of compromise. 


Over-sll policy guidance comes from N.S.Ce; and is satisfactory, 
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but better coordination is needca for the more amporeanu covert 


activities of C.I.A. at the national level. This is the 


fonction of the Operations Coordination Board, but at the 


present tine it does not appear to be piving the Agency 


adequate muidance and advice on the more important covery 
projects. The actavities of the Board shavid be broadened 


tn ovder to provide the D.C.I. with the support he necas on 


“ guch projects. 


AT 
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The budgetary procedures of the Agency were reviewcd 
with the Agency Comptroller and xepresentatives of the Bureau 


of the Budget and appear to be satislactory. 
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The actual nwsber of individuals to be engaged on Agency 
activities for the fiscal year 1985 will, therefore, be 

25X11 approximately [ 

The covert operations of the Agency are budgeted and 
accounted for ca a project basis except for headquarters and 
overseas support costs. Political and psychological and 

paramilitary projects exceeding a specified intima dollar 
total are tn general reviewed and approved by a Project 
Review Committee. Foreign Intelligence projects Ae not 


Bubject to review by this committee but are authorized by 
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: the Deputy Director of Plans, ar certain other Individuals 
depending upon the estimated doJler costs of individual 
projects. We believe that fur p “Os eH of control and 
ag an aid in auditing, Foreigu Intelligence projects (except 
those of an extremely sensitdéve nature} showld be made sub<- 
ject to review and approval. by the Project Levier Coumisttee. 

Due‘ to DD/Ets “present acovecy policics with respect to 
Foreign Intelligence projects, the Comptroller of the Agency 
ais unable to maintain meaningful records showlng the expendi- 
tures made for sndividual projects in this category. The 
Voreigen Intelligence Staff keeps certain xecords of such 
expenditures but on the basis of a calendar rather than a4 
fiscal. yeare We believe that the ConpexoLler should be © 
furnished with information which will onsite idan to records 
control and account for the costs of the individual projects 
of this element cf the Agency. Adequate protection for 2 
security purposes can and should be provided within the 
Offica of the Comptroller. 
Certain other projects in the political and psychologi- 

eal and paramilitary areas, of a sensitive nature are 
occasionally devcloped and processed without full information 


._ With respect thereto being given to the Deputy Director for 


. 


Approved For Release 2002/08/21 : CIA-RDP86B00269R000100080001-~1 P 


SOE SOON MR Ree ETT a Sree ee RTE ETI TE EER YT EERE ET WON ELEE TINY LA MEG ERLE APS LB MR NETS RRR TE PEE LETT 


EE eae ee eee eee cer Me ae ao 


sine 


Some pen ST SRST NR Se 


Approved For Release 2002/08/21 : CIA-RDP86B00269R000100080001-1 
Administration and the Comptroller. ‘Since, of necessity, 


the funds must be made availeble by the Comptroller, it is 
dnevitable that he will hae knowledge that operations of 
this nature are being conducted and it is unlikely that more 
specific informaticn relating to the projects can soe be 
kept. scoret fro hia. In one particulary instance where 
substantial sums were expended, the Comptroller was called 
upon to wake the expenditures with no supporting data being 
furnished to him at the tims or at any future date. When 
we requested breakdowns of cogts of the operation we found 


that they were available only in the area division involved 


‘and that they werc incomplete and unsatisfactory. We ara 


of the opinion that this deviation from the normal procedure 


of placing upon the Comptroller the responsibility of account- 
ing for expenditures is unsound, and ig not justified by the 
clain that the security of the agennon is improved ig this 
deviations | 

We are of the opinion that the adninistrative plans for 
Individual covert projects are not in all instances as 
complete in detail as is desivable and that if they vere 
amplified the Comptroller and the Auaitor-in-Chier would be 


an a much better position to carry out their respective 


dutics and responsibilities. 
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COPY 


THE WHITE EOUSE 
Washington 


26 July 295) 


Lt. Gen. James He Doolittle, USAR 
Washington, D. C. 


- Res Pancl of Consuwitents on Covert Activitics 
of the Central Intelligence Acency : 


Near General Doolittle: 
I have requested you, and you have agreed, to act as 

Chairman of a panel of consultants to conduct a study of the 

covert activities of the Central Intelligence Agency. With : 

your concurrence I have invited Massrs. William B. Franke, 

Morris Hadley, and Willian Pawley to act with you as members 

of the panel, Mr. 5. Pav Johnston has kindly agreed to serve 

as Executive Director of the panel. 

It is my desire that the Panel of Consultants should under- 
take a comprehensive study of the covert activities of ths 
Central Intelligence Agency, in particular those carried out 
under the tems of NSCID #5 of August 28, 1951, and NSC Sie 
of March 15, 195). You will consider the personnel factors, 
the security, the adequacy, the efficacy and the relative costs 
of these operations and, as far as possible, equate the cost of 
the over-all efforts to the results achieved. You will make 
any recommendations calculated to improve the conduct of these 
operations. | To the extent that agencies of the Goverment, 
other than tho Central Intelligence Acency, are engaged in 
covert operations which may parallel, duplicate, or sucplenent 
the operations of CLA, you may investigate such other operations 
conducted by any other department or agency of the Governnent 
in order to insure, insofar as practicable, that the fleld of 
forcign clandestine operations js edequately covered and that 
there is no unnecessary duplication of effort or CXPENS Ce 
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In view of the particularly sensitive nature af these covert a's 
operations » their relation to the conduct of ow foreign policy: 
and the fact that these sensitive operations are carried on pursvent 
to Nationzi Seeurlty Council action approved by me, i desire that 
your vepoxt be made to me porsonally and. classified TOP SiCidw. I 
Will determine whether er not the report or any pert thercodr should 
have further disscrinstione { should anpreeiate it if your MERORY 
could be available to me prior te October 1, 195. 
hg you know, the Commission on Orcanization of the Ime 
Prenek of the Goverment, gens mon ag the Roever Co 
4g constituting a Task Force to study aud make PCCHMMCTOATIONS 1 
respect to the organs zetion and methocs of operetions of the CLA e 
* Genere. Wark We Clarks has been designisbod by Mr. Hoover vo hiesd. this 
 Pasle Force which, 1 understand, WiLL probably be orgenized and start 
4tg vor: sometime in September nexbe Under the law constituting 
the Hoover Commission, the Task Force aba study and investigate 
the present organmizetion and nethods of operation ef the Agency to 
debexsine waeb changes therein are necessary bo accomplish the poiicy 
of Congress to promote etunoniy's efficiency, end improved cervice byt 


Bo vyecommending methods and procedures for reducing 
expenditercs ta the lowest ¢ upt consistent ith the esficlent 


E00 
performence of cesontial services, activitacs and functions § 


De eitwinatan 


g duplication and overlapping of services, | 
activities, and functions 


. 


feo consolidating services, activities, and functions 
of a similar nature; 


Gs abolishing services, activities, and Lonctiongs mot 
necessary ta the efficient conduct of Gavernmont; 


Ce eliminating nonessential services, functions, and 
activities which are competitive with private enterprises 


Lo defining responsibilities of officials; and 
. tt & * 


fre relocating agencies now responsible directly to 
the President in departments or other agencies. 


- fs the work of the Hoover Task Fores will get under way shortly, 
I suggest that you and General Clark confer in order to avoid any 
unnecessary Guplicetion of work as between youe The distinction 
between the work of your Study Group and of the Hoover Task Force 

is this: 


4 
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as indicated in paregraph (2) ubove, and your report 

: WiLL be submitted to me. General Clark's Task 
Force will deal largely with the organization and 
methods of operation of the CYA and other related 
agencies within the limits prescribed in the law 
as outlined in paragraph (hs) ALUV Ce Reports of 
the Hoover Commission are made to the Congress. 


The purpose of these studies, both that of the Hoover Task 
Forca and that of your Grouv, is to insure that the United States 
Government develors en appropriate mecheniom fox carrying ows dts 
OVers¢Li incelligenes . responsibilities end the yrclated covert 
operations « Io considar these operations are essential to ous 
nat Jona yeaa an these days vhon inveruational. Communion re 
BEES Cana y pressing its world-wide subversive program. 


Sincere “ars 


/S/ Daight D. Eisenhower 
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PROGRAMS AND PROCEDURES - 


In carly July, 195k, President Eisenhower verbally 


directed James HE. Doolittle to fora a Bpecial Study Group 


‘to canduct an investigation and to report to him on the 


covert activities of the Central Intelligence Agency, 


The other members of the Group included Williem B. Franke, 


Willies D. Pawley, and Morris Hadley. Ur. J. Patrick 


Coyne, of the National Security Council Staff, was 
designated as consultant to the Grow. Mr. 5. Paul 


Johnston, Director of the Institute of the Aeronautical 


‘Sclences> was appoiuted Executive Directoy. the terns 


of reference for the project were spelled out in the 


Presidential directive of 26 duly 1954 (Appendix A). 


The first mecting of the Study Group (excepting 
Mr, Hadley and the Executive Dircetor, neither of whos 
had been appointed by that date) took place in C.I.A. 


headquarters on lk Julye On that occasion the Director 


of Central. Intelligence and key members of his staff 
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the Agency. 

fhe Group as a whole met for the first tins in its 
etait space in C.I.A. heacguarters on 29 July. The 
Chairnan outlined his views as to cis job te be done and 
the procedures to be followed. <A progrem of briefings 
wbich had been prepared by Avency personel in the intext 
wag discussed and accepted. The nomet. tA. apeaucies to 
be heard Were agread vpon and tha program outlined below 
was initiated. The schedule of the heartugs and a List 
of all witnesses heard by the Group is attached. (Fe 

At the request of the Group extensive briefings vere 
arranged by the Office of the Seorctary of Defense, the 
three Armed Sexvices » the Department of Stete, the Federal 
Bureau of Investigation and the Bureau of the Pudget. 

In wost cases the documentation from which briefings were 
conducted was made available for Group study. 

A nunber of individuals whose knowledse aud bacrgrround 
seemed pertinent 6 the study were invited to present their 
views. Others were consulted informally by various members 
of the Group. The Chairman discussed intelligence matters 
of interest to the Atomle Energy Comaission with its Chairman, 


Mr. Lewis L. Strauss. He also discussed matters of 
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cooperation between the two committees with Fx-President 
Herbert C. Hoover and General Mark We Clark, UeS.A. (Rete) 
Several field trips were taken during the course of 


the study. The entire Group visited 


Daring the week of 23 September. the Chairman, acconpanied 


by [| made an inspection of representative C.IeA. 


stations in Western Europe 


Because of the exbrenely sensitive nature of most of 
the paper WOLK made available to the Group, special pre= 
cavbions were taken with respect to dts handling and security. 
No such papers were taken out of the jieseatabe office area 


except under suiteble precautionary measures, and all working 
papers, files, or other records have either been destroyed 
or returned to their source. This Group hes developed no 
archives. 

The fact that the Group was able to cover so much 
pround e such a limited time stens from thé assistance 
and cooperation that was received from the Agency at all. 


Levels. The Director took personal and continuing interest 


jin seeing that the Group had all needed facilities and 
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infort! Aion. articular eredit must be given to 


wht B® reer aT ET 


Brig. Gene J. De Balmer, UeS.A. (Ret.), who was asgigned 
as Liaison Officer for the Group, and his two aids, 
Lite Cmdx. iE eG Carson, (USK: ws axid 


They aid on briefing schedules » set up conferences, 
cone up vith needed information promptly and EU TEIIS CO. 
for Jocal transportation. Without ther help the job 
accomplished would have been vastly wore divficulte 

Mention must be made also of the assistence rendered in 


connection with the "general hove sekeeping” needs of the 
Ae “Lt en ‘ ‘. 
Groupe werything needed, including numerous requires 
ments for complicated air and rail travel arrangencnts » 
was promptly and efficiently handled by the Agency edminige 


tration people. 


Particular thautrs are due rie STATINTL - 


the sole secretarial assistant of the Geonp, Jor her 


efficient and effective hand. Ing of ald peper work end 


other day-to-day office requirements. 
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McClure, Robert A., Brig. Gen., USA WMAAG 


McConuuzhy, Valter State 
Me¥Yarlane, R. Ne, Capli., : USH 
Wacy, mopert HH, ; Budget 
Matlack, hrs. Dorothy USA 
Montgomery, Je He, d¥e, Col. USA. 
Mooney, J. T., Cdr. USN 
Moore, H, Ge, Capte USN 
Murphy, Robert State 
Nash, D., Capt. USN 
Papich, San FBI : 
‘Perez, Ramon No, Cdr, USN 
Needer, H, G., Col. USAP 
Samford, dohn Av, Haj, Gen. USAF 
Scammon, Kichard ' State 
Setchell, J. F., Gol. 7 "USAT 
Siegmund, T. C., Gdre USN 
Spore, B. W., Cdr. - USN 
Stevens, Leslie C., Vice Adm, 
USN (Ret) Gonsultant 

Stuart, ©. dJ., Capt. USN 

_ Sullivan, J. B., LCdr, _ USN 
Thurston, Raymond — State 
Trudeau, Arthur G,, Maj. Gen, USA. 
Weinbrenner, G. R., Col, USA 
Welden, .Frank, Cdr. . USN 
Wiggin, Bruce E,, Capt. USN 
Young, Kenneth Tf, State 
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Abbott 5 We Be USN 
Acker, Fe Co, Capte USN 
Armstrong, We Park, dre - State 
Aver, Frederick USAF 
Baker, . James ; ” Faorvard 

’ Bolmont, A« He ; FBI 
Canine, Ralph de, It. Gene, USA NSA. 
Chandlor, Fitzhugh, Cole USA 
Cutler, Rabert NSC 
Drain, De Le, Cdre “ USH 
Drake, Thomas Re, [fdre USN 
Espe, Carl P., Rear Adm. USH | 

_Friodwnan, Willian Fe NSA 
Gibbs, Jack Ae, Col. USAF 
Godel, Willian MT. OSD 
Gregz, Ge We, Cole . USAF 
Hamilton, Lyman Ce Bucget 
Harrold, F. de, dre, Lte Col. USAF 
Harvey, Mose stata 
Heddcn, Stuart Consultaus 
Holland, Henry F. State 
Holtwick, J. 8., Capt., US! NSA 
Howe, Fisher : : State 
Hulick, Charles State 
Jernegan, John D- , Stata 
Jones, S+ Ee, Capt. -USN 
Jones, J. Vresloy State 
Junghans, Earl Ace, Capte USN 
Koons, Tilghman 8. = HSC 
Lay, James Se, dire NS¢ 
leretto, Karl Le, Cole USA 
Lindbeck, Je Ae, Sdre , USN 
lydman, dack Stato 
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